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Project 
Design

This resource provides a high-level overview  
of the Internet Society Foundation’s guidance  
on several key elements of project design:  
developing a problem statement, developing  
project objectives, and creating a theory of 
change with logic model.
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Developing your  
problem statement

Defining the problem is important because it ensures that your project is aligned with real needs 
of the community from the start. A problem statement explains the need you are addressing, who 
will be most impacted, and why it matters. A strong problem statement is specific, incorporates 
evidence, explains the significance of the problem, and articulates why existing solutions are 
insufficient to solve the problem.

Developing a problem statement is best done through discussion and reflection with relevant 
team members. It may also be a good idea to include partners that will be supporting project 
implementation. When developing your problem statement, ask the group to consider the following 
questions and make sure to write down the answers. This will create the first draft of your problem 
statement.

	‣ What is the problem we plan to address with the funding we are requesting for this project?

	‣ Who is this a problem for, and where? What evidence do we have about the problem?

	‣ What are the effects of this problem (on the target group, the wider community, others)?

	‣ Why does this problem matter? Why is the work we want to do important, and who is it 
important to?

	‣ What are the main causes of this problem?

	‣ Which of these causes can we realistically address through a project?

In the early stages of developing a problem statement, you may find it helpful to brainstorm its 
key components using the following visual, which provides a ‘problem tree’ template for mapping 
out the core problem your project seeks to address (the tree trunk), the underlying factors that 
lead to the core problem (the roots), and the consequences that result from the core problem (the 
branches). You can either print out a copy of the image below, or trace a large, simple outline of the 
tree on a flip chart, then add sticky notes with ideas for each part of the tree. 
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Effects of the problem

	‣ What are the effects of this problem  
(on the target group, the wide  
community, others)?

Your core problem

	‣ What is the problem we plan to address 
with the funding we are requesting for this 
project?

	‣ Who is this a problem for, and where?  
What evidence do we have about the 
problem?

	‣ Why does this problem matter?  
Why is the work we want to do important,  
and who is it important to?

Causes of the problem

	‣ What are the main causes of this problem?

	‣ Which of these causes can we realistically 
address through a project?
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Developing your  
project objectives

Clearly defining project objectives ensures everyone understands what you will accomplish over the 
course of the project. Objectives describe what changes will take place by the end of the project. 

Your project should also have an over-arching goal that is bigger than a single project and reflects 
what your organization is working toward in the longer term. A goal is the big-picture impact a project 
contributes to. A goal is meaningful but can be difficult to measure directly or achieve through a single 
project, which is why it is supported by specific projects with measurable objectives.

Objectives are the changes you expect to see by the end of the project as a result of project activities. 
Good objectives are specific, concrete, and directly measurable, and they serve as the bridge between 
project activities and the overall big-picture goal that your project helps contribute to in the long term. 

A project’s objectives should clearly link back to the overall objectives of the Foundation’s grant 
program it falls under. The size and scope of your project should guide you in choosing the number 
of objectives for your project. For most projects funded by the Internet Society Foundation, one or 
two objectives is appropriate. 

Hosting a discussion session with relevant team members is helpful when developing project 
objectives and your approach to achieving them. It may be a good idea to include partners that will 
be supporting the project implementation. When developing your project objectives, ask the group 
to consider the following questions and make sure to write down the group’s answers. This will 
create the first draft of your project objectives. 

	‣ What would an ideal solution look like to this problem?

	‣ Given this ideal solution, how can our project contribute to making it a reality? Or, if there 
are multiple potential solutions to the problem, which are most likely to make a difference and 
are realistic for your project to focus on?

	‣ What do we consider success for this project? How would we know we have achieved our goals?

	‣ What will this project achieve by the time it’s over?

	‣ What resources and activities will be necessary to achieve these things?

	‣ What kind of changes will these activities influence or encourage to happen?

	‣ Who could we partner with to maximize the impact our project can have?
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Developing your project 
theory of change with  
logic model

Once you have identified your project objectives and general approach to achieving them, it is 
good practice to map out a more detailed theory of change and logic model for your project. These 
create a shared understanding of what the project is working towards—as well as what is not 
within the scope of the project to address—and help assess if the project is successful.

Theory of Change

A theory of change explains in one or two paragraphs how and why your project’s activities will 
lead to the specific objectives you hope to achieve, explaining each step along the way. It shows a 
logical connection between your proposed activities and the results you expect to see immediately, 
then explains how those early changes will lead to other, bigger changes by the end of the project. 
When drafting a theory of change, ask yourself:

	‣ What will change look like? And how will those changes come about? Which main actors will 
bring about this change?

	‣ What specific change do we hope to see after each activity is finished? And why is that 
change important? How will it lead to another, bigger change?

	‣ What assumptions are we making? What are potential risks or externalities that could 
influence whether changes happen in the way we expect?

Logic Model

A logic model is a visual or graphic representation of a project’s activities and results, and how they 
fit together (see below for an example). It provides a ‘road map’ showing the sequence of related 
events that will occur as part of the project. The logic model should identify:

	‣ the key project elements of inputs, activities, outputs, outcomes, objectives, and goal;

	‣ the causal relationships between these elements (for example, how outputs lead 
to outcomes); 
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	‣ critical assumptions, which are things about the broader environment or context that have to 
be true in order for the project to help create change as planned; and

	‣ risks, or the things that might occur and could have a significant negative impact on the 
project’s success.

To develop a logic model, think through every step that needs to happen for the objective to be 
achieved. This will help you create a ‘results chain’ that outlines how each activity helps lead to your 
objective. Ask yourself:

	‣ Who changes? (Is it individuals? communities? institutions?)

	‣ What changes? (Is it behaviors? relationships? attitudes? knowledge? systems? policies? 
accessibility? coverage? data?) 

	‣ What needs to be in place (relationships, skills, processes, policies, resources?) for the objective 
to be reached?

	‣ What does the project need to do to make sure change happens?

To test your logic model, turn each step into an “IF, THEN” statement, then ask yourself if what you 
have mapped out sounds sufficiently realistic at each step in the results chain. (For example, “If 
[output], then [outcome]. If [outcome], then [objective].”)

There are many different possible formats for logic models. Below is a basic format the Foundation 
recommends for organizations that do not have an existing logic model template to use. While you 
are not required to submit a logic model as part of your grant application, all projects should have 
a strong underlying logic. It is therefore good practice to develop an internal logic model to guide 
your project design and inform your application.
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To fill out

Your project Assumptions

i.e. what we cannot influence but 
need to be true to be successful

GOAL

i.e. long-term impact

OBJECTIVES

i.e. what we hope to see by 
the end of the project

OUTCOMES

i.e. what happens in the 
short- and medium-term, 
after an activity has been 
implemented

Outputs 

i.e. what we will deliver 
through this project

Activities 

i.e. what we will do during 
this project
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Logic Model Examples

The examples below are intended to help you understand how to structure a logic model. They 
illustrate how the different elements (goal, objectives, outcomes, outputs, and activities) fit 
together logically for different types of projects.

Logic Model 
Element

Example Project 1:  
Digital Literacy

A nonprofit organization provides digital 
literacy training to teachers so they can 
effectively and safely use the Internet to 
support student learning.

Example Project 2:  
Cybersecurity 

A nonprofit organization provides free 
cybersecurity services to civil society 
organizations that are at high risk of 
cyberattacks.

Goal Improved digital inclusion through 
increased digital skills and meaningful 
Internet use in schools.

Civil society organizations safely 
and securely use the Internet to 
advance their missions and serve their 
communities.

Objectives Strengthen teachers’ integration of 
Internet-based tools into their teaching.

Improve the cybersecurity resilience of 
high-risk civil society organizations.

Outcomes Teachers increase their knowledge and 
confidence, adopt new digital teaching 
practices, and students have more 
opportunities to use the Internet for 
learning.

Civil society organizations strengthen 
their cybersecurity practices, reduce 
their exposure to cyber threats, and 
improve their ability to respond to 
cyber incidents.

Outputs 20 digital literacy workshops delivered, 
500 teachers trained, and digital 
teaching resources developed and 
shared.

Cybersecurity assessments completed, 
incident response support provided, 
security action plans developed, and 
staff trained on cybersecurity best 
practices.

Activities Develop training materials, recruit 
participants, deliver workshops, provide 
coaching, and distribute digital learning 
resources

Conduct cybersecurity assessments, 
provide incident response support, 
deliver staff training, develop security 
action plans, and share practical 
cybersecurity guidance and tools.



  9Project Design   |   Internet Society Foundation  /  Resources 

Project Design


